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INTRODUCTION 
S e c t i o n  22 o f  t h e  P u b l i c  S c h o o l  Improvement Act o f  1985 
a u t h o r i z e s  and d i r e c t s  t h e  S t a t e  Board o f  E d u c a t i o n  t o  p r e p a r e  
and p r e s e n t  t o  t h e  Governor and t h e  J o i n t  Connnittee on E d u c a t i o n  
no l a t e r  t h a n  December 3 1 ,  1985 a  management p l a n  t h a t  
- a d d r e s s e s  t h e  r e s p o n s i b i l i t i e s  and r e q u i r e m e n t s  p l a c e d  
on t h e  Depar tment  by Chap te r  188;  
- a s s e s s e s  t h e  u s e  o f  e x i s t i n g  s t a f f  and r e s o u r c e s ;  
- r e f l e c t s  t h e  r o l e  o f  t h e  Depar tment  a s  a  s e r v i c e  p r o v i d e r  
t o  l o c a l  d i s t r i c t s ;  
-recommends l e g i s l a t i o n  f o r  imp lemen t ing  t h e  management p l a n .  
The Board and  Department  i n i t i a t e d  a  management s t u d y  t o  h e l p  
d e v e l o p  t h i s  p l a n ,  u s i n g  $100,000 p r o v i d e d  by t h e  L e g i s l a t u r e .  
The s t u d y  found t h a t  t h e  b a s i c  s t r u c t u r e  o f  t h e  Board and 
Depar tment  i s  sound.  I t  t h e n  made a  number o f  recommendat ions  
f o r  imp lemen t ing  C h a p t e r  188 and f o r  s t r e n g t h e n i n g  t h e  Board and 
Depar tment  t h a t  have  been i n c o r p o r a t e d  i n t o  t h e  p l a n .  
THE OPPORTUNITY 
Chap te r  1 8 8 ' s  sweep ing  and p o w e r f u l  i n i t i a t i v e s  o f f e r  an  
o p p o r t u n i t y  u n l i k e -  t h a t  p r e s e n t e d  by s c h o o l  r e f o r m  l e g i s l a t i o n  
i n  most o t h e r  s t a t e s .  The Act f o c u s e s  l e s s  on t h e  s t a t e ' s  r o l e  
i n  improv ing  p u b l i c  e d u c a t i o n  t h a n  on t h e  r o l e  o f  t h e  l o c a l  
s c h o o l .  Thus ,  Chap te r  188 l a y s  a  f o u n d a t i o n  f o r  new l i n k a g e s  
between s t a t e  and l o c a l  d e c i s i o n  making. 
Changes i n  Board and Depar tment  l e a d e r s h i p  o f f e r  f u r t h e r  
c h a l l e n g e s  and o p p o r t u n i t i e s .  Commissioner  J o h n  H. Lawson h a s  
announced h i s  r e t i r e m e n t ,  which h a s  i n i t i a t e d  a  s e a r c h  f o r  a  new 
Commissioner .  C h a p t e r  188  empowers t h e  Governor t o  a p p o i n t  t h e  
Board C h a i r ;  and a p p o i n t m e n t s  o f  f o u r  new Board members have  
r e c e n t l y  been  announced.  Thus,  t h e  p l a n  i s  a  v e h i c l e  by which 
new l e a d e r s h i p  on t h e  Board and i n  t h e  Depar tment  w i l l  s t r i v e  t o  
f u l f i l l  t h e  p o t e n t i a l  o f  C h a p t e r  1 8 8  w h i l e  s t r e n g t h e n i n g  t h e  
a b i l i t y  t o  meet e x i s t i n g  r e s p o n s i b i l i t i e s .  
C a p i t a l i z i n g  on t h i s  o p p o r t u n i t y  w i l l  r e q u i r e  a  Board c a p a b l e  
o f  p o l i c y  l e a d e r s h i p  a s  w e l l  a s  a  Depar tment  t h a t  is o p t i m a l l y  
o r g a n i z e d ,  a d e q u a t e l y  s t a f f e d ,  and e f f e c t i v e l y  l e d  and managed. 
It w i l l  a l s o  r e q u i r e  c o l l a b o r a t i v e  working  r e l a t i o n s h i p s  among 
t h e  Board,  t h e  Depa r tmen t ,  t h e  Gove rno r ,  and t h e  J o i n t  Committee 
on E d u c a t i o n .  T h e r e f o r e ,  t h e  Board d i r e c t e d  t h e  management s t u d y  
t o  go beyond t h e  l e g i s l a t i v e l y  mandated a r e a s  t o  t a k e  a  compre- 
h e n s i v e  l o o k  a t  t h e  o p e r a t i o n s  o f  t h e  Board and t h e  Depar tment  
and working  r e l a t i o n s h i p s  w i t h  t h e  S t a t e  House. 
PROCESS OF PREPARING THE PLAN 
The Board and Commissioner had decided t o  under take  a  management 
s tudy  of t h e  Board and Department p r i o r  t o  t h e  mandate f o r  a  
p l a n .  I n  a n t i c i p a t i o n  of t h e  l e g i s l a t i o n  it i s s u e d  a  Request For 
Proposa l  f o r  a  s tudy  t h a t  could  a l s o  a i d  i n  t h e  p r e p a r a t i o n  o f  
t h i s  p lan .  A f t e r  a  r i g o r o u s  review p r o c e s s ,  f e a t u r i n g  p a r t i c i -  
p a t i o n  by r e p r e s e n t a t i v e s  of  t h e  Governor and t h e  J o i n t  Committee 
on Educa t ion ,  t h e  Board s e l e c t e d  a  n a t i o n a l  c o n s u l t i n g  f i r m  -- 
Cresap,  McCormick and Paget (CMP). The CMP s t a f f  reviewed major 
t r e n d s  i n  t h e  a d m i n i s t r a t i o n  of e d u c a t i o n  i n  o t h e r  s t a t e s ,  
in te rv iewed  more t h a n  f o u r  hundred persons  involved i n  p u b l i c  
e d u c a t i o n  i n  Massachuse t t s ,  and analyzed e x t e n s i v e  Department 
documents and r e c o r d s .  
The Board's  review o f  t h e  s t u d y  has  i n  i t s e l f  j u s t i f i e d  t h e  
L e g i s l a t u r e ' s  investment  by embodying t h e  s p i r i t  of  p u b l i c  
p a r t i c i p a t i o n  symbolized by Chapter 188. For example, t h e  Board 
- c i r c u l a t e d  more t h a n  one thousand c o p i e s  of d r a f t  s tudy  
recommendations f o r  comments t o  t h e  Governor ' s  O f f i c e ,  
l e g i s l a t i v e  l e a d e r s ,  schoo l  committee c h a i r s ,  super in -  
t e n d e n t s ,  r e g i o n a l  e d u c a t i o n  c o u n c i l s ,  e d u c a t i o n a l  
a s s o c i a t i o n s  and advocacy groups ,  and Department s t a f f ;  
-d i scussed  t h e  d r a f t  w i t h  r e g i o n a l  e d u c a t i o n  c o u n c i l s  
and he ld  open p u b l i c  h e a r i n g s ;  
-sponsored meet ings  between CMP s t a f f  and Department 
s t a f f  a t  a l l  l e v e l s  t o  d i s c u s s  t h e  recommendations. 
CMP1 s f i n a l  a n a l y s i s  and recommendat i o n s  a r r i v e d  i n  mid-December . 
The Board f i n d s  t h a t  i n  g e n e r a l  t h e  recommendations o f f e r  exce l -  
l e n t  i n s i g h t  i n t o  means of  implementing Chapter 188 and enhancing 
t h e  e f f e c t i v e n e s s  of  t h e  Board and Department. The Board has  
adopted o r  is c o n s i d e r i n g  most of  t h e  recommendations, many of  
which were proposed by Department s t a f f  o r  by e d u c a t o r s  through- 
o u t  t h e  s t a t e .  F u r t h e r  s u g g e s t i o n s ,  a s  wel l  a s  m o d i f i c a t i o n  of 
some CMP recommendations, emerged from t h e  Board's  communication 
wi th  c o n s t i t u e n t s  and Department s t a f f .  
SCOPE AND ORGANIZATION OF THE PLAN 
The main body of t h e  p l a n  - S e c t i o n  I - d e s c r i b e s  s p e c i f i c  
a c t i o n s  and o v e r a l l  s t r a t e g i e s  t o  implement t h e  Act. I n  S e c t i o n  
I1 t h e  Board b r i e f l y  p r e s e n t s  a c t i o n s  t o  be t aken  t o  s t r e n g t h e n  
t h e  Board and Department. These a r e  d i v i d e d  i n t o  1)  a c t i o n s  t o  
be t aken  immediately and 2) a c t i o n s  wi th  more fa r - reach ing  irnpli- 
c a t i o n s  t o  be d e f e r r e d  f o r  c o n s i d e r a t i o n  by t h e  Board w i t h  i ts  
new membership and l e a d e r s h i p  i n  c o l l a b o r a t i o n  w i t h  t h e  new 
Commissioner. S e c t i o n  I11 i d e n t i f i e s  t h o s e  recommendations f o r  
which s u p p o r t  is needed from t h e  Governor, t h e  L e g i s l a t u r e  o r  
o t h e r  p a r t i e s .  S e c t i o n  I V  c o n t a i n s  a  conc lud ing  s t a t e m e n t .  
The management s tudy  is appended a s  S e c t i o n  V. 
I .  ACTIONS TO IMPLEMENT THE PUBLIC SCHOOL IMPROVMENT ACT OF 1985 
C h a p t e r  188 mandates  broad r e f o r m  o f  M a s s a c h u s e t t s  p u b l i c  
e d u c a t i o n  w h i l e  p r o v i d i n g  v i t a l  new r e s o u r c e s .  The Board and 
Department  o f  Educa t ion  welcome t h e  A c t ' s  o p p o r t u n i t i e s  f o r  
e n h a n c i n g  t h e  q u a l i t y  o f  e d u c a t i o n  i n  t h e  Commonwealth and a r e  
committed t o  implement ing  them f u l l y .  
Imp lemen ta t ion  o f  t h e  l e g i s l a t i o n  began immedia t e ly  on p a s s a g e  
of  t h e  Act. As t h e  Board and Commissioner moved t o  c l a r i f y  and 
e x p l a i n  t o  e d u c a t o r s  Chapter  1 8 8 ' s  i m p l i c a t i o n s  t h r o u g h  i n f o r -  
mat ion  s e s s i o n s ,  r e l e v a n t  Department  d i v i s i o n s  began t r a n s l a t i n g  
t h e  l e g i s l a t i o n  i n t o  a c t i o n .  For example,  t h e  Depar tment  
- e s t a b l i s h e d  p r o c e d u r e s  and c e r t i f i e d  more t h a n  $27 
m i l l i o n  i n  f u n d s  f o r  fo rmula  g r a n t  programs i n  e q u a l  
e d u c a t i o n a l  o p p o r t u n i t y ,  p r o f e s s i o n a l  deve lopmen t ,  
minimum t e a c h e r s '  s a l a r i e s ,  and s c h o o l  improvement 
f u n d s  and c o u n c i l s ;  
-developed tes t  m a t e r i a l s  f o r  t h e  S p r i n g  1986 c u r r i c u l u m  
a s s e s s m e n t  and i s s u e d  a  Reques t  f o r  P r o p o s a l  f o r  a  
b a s i c  s k i l l s  t e s t i n g  c o n t r a c t o r ;  
- d i s t r i b u t e d  g r a n t  a p p l i c a t i o n  g u i d e l i n e s  f o r  e a r l y  
c h i l d h o o d  e d u c a t i o n ,  e s s e n t i a l  s k i l l s ,  and d r o p o u t  
p r e v e n t i o n  programs.  
T h i s  s e c t i o n  d e s c r i b e s  a d d i t i o n a l  s p e c i f i c  a c t i o n s  by t h e  Board 
and Department  t o  implement C h a p t e r  188 a s  well a s  t h e i r  o v e r a l l  
app roach  t o  making t h e  l e g i s l a t i o n  work. 
A .  A L I G N  DEPARTMENT STAFFING AND RESPONSIBILITIES WITH NEW 
REQUIREMENTS 
Al though t h e  r e s p o n s i b i l i t i e s  r e f l e c t e d  i n  t h e  Depa r tmen t ' s  one 
and one-half  b i l l i o n  d o l l a r  budge t  go f a r  beyond t h e  r e q u i r e m e n t s  
o f  Chap te r  188,  t h e  Act h a s  s i g n i f i c a n t  i m p l i c a t i o n s  f o r  t h e  
Depa r tmen t ' s  s t a f f i n g  p a t t e r n s  and f o r  t h e  r e s p o n s i b i l i t i e s  of 
i n d i v i d u a l  b u r e a u s  and programs.  
1. Ass ign  program r e s p o n s i b i l i t i e s  r e q u i r e d  by C h a p t e r  188. 
Chap te r  188  c r e a t e s  a  number o f  new programs f o r  which t h e  
Depar tment  is r e s p o n s i b l e ,  i n c l u d i n g  
- f i v e  f o r m u l a  g r a n t  programs;  
-seven d i s c r e t i o n a r y  g r a n t  programs;  
- t en  t e s t i n g  and o t h e r  non-grant  programs.  
Pr io r  t o  t h e  s tudy,  t h e  Commissioner had assigned r e s p o n s i b i l i t y  
fo r  these  programs t o  appropr ia te  u n i t s  in  t h e  Department. The 
management s tudy has recommended reass igning  these  r e spons ib i l i -  
t i e s  within a  modified organiza t ional  s t r u c t u r e  (pp. 163-167l.s 
Pending t h e  review of t h e  proposed s t r u c t u r e ,  t h e  programs w i l l  
be implemented according t o  e x i s t i n g  assignments. 
2. Adjust s t a f f i n g  l e v e l s  and assignments t o  implement 
Chapter 188. The management study estimated t h e  s t a f f i n g  l e v e l s  
requi red  f o r  Chapter 188's new r o l e s  and r e s p o n s i b i l i t i e s  (pp. 
168-1801. It folnd t h a t  t o t a l  new requirements f o r  consu l t an t s ,  
temporary s t a f f  and permanent s t a f f  a r e  22.25 p o s i t i o n s  in  
FY 86; 34.50 p o s i t i o n s  in FY 87 ( i . e . ,  12.25 more than FY 86) ;  
and 26.50 p o s i t i o n s  i n  FY 88 ( 8  fewer than FY 87).  
The study a l s o  analyzed a v a i l a b l e  da t a  on t h e  Department's 
s t a f f i n g  f o r  e x i s t i n g  funct ions  t o  es t imate  how many of these  
p o s i t i o n s  can be r ea l loca ted  from within t h e  Department and how 
many must be obtained through add i t iona l  resources.  I t  con- 
cluded t h a t  s i x  s t a f f  p o s i t i o n s  can be r ea l loca ted  by elimin- 
a t i n g  t h e  pos i t i on  of Executive Ass is tan t  t o  t h e  Executive 
Deputy Commissioner, d i scont inuing  the  Immigration and American- 
i z a t i o n  Program ( f r e e i n g  four  p o s i t i o n s ) ,  and reducing profes-  
s iona l  s t a f f  in the  Equal Educational Opportunity Bureau by one 
pos i t i on  (p. 168).  The study a l s o  recommends c r e a t i n g  one new 
pos i t ion  -- Executive Ass i s t an t  t o  the  Board. 
The Board agrees  t h a t  f i v e  pos i t i ons  may be r e a l l o c a t e d ,  provided 
t h a t  t h e  Department is re l ieved  of t he  r e s p o n s i b i l i t y  of admin- 
i s t e r i n g  t h e  Immigration and Americanization program and allowed 
t o  reass ign  the  s t a f f .  The Board a l s o  endorses the  c rea t ion  of 
t h e  pos i t i on  of Executive Ass i s t an t  t o  the  Board and w i l l  explore 
t h i s  with the  new Commissioner. This leaves  a  balance of four  
p o s i t i o n s  ava i l ab le  f o r  r e a l l o c a t i o n .  The Board f i n d s  i n s u f f i c i e n t  
bas i s  f o r  e l iminat ing  a  pos i t i on  in the  important EEO a rea .  And it 
f i n d s  no evidence i n  t h e  study t o  support  a l t e r i n g  the  Department's 
es t imate  of add i t iona l  s t a f f  needed in  FY 87 from 38 t o  34.5 pos i t i ons .  
Consequently, t h e  Department's FY 87 budget reques t  can be 
amended from 38 t o  34 p o s i t i o n s  t o  r e f l e c t  a  ne t  r e a l l o c a t i o n  
of four  pos i t i ons .  Only 23 of t hese  pos i t i ons  w i l l  be fu l l - t ime 
permanent s t a f f ;  the  remaining 15 w i l l  be used f o r  consu l t an t s  
and temporary s t a f f  t o  meet short-term needs. 
l A l l  page references  a r e  t o  the  appended management study. 
The Board d i d  not a n t i c i p a t e  t h a t  s u b s t a n t i a l  s t a f f  r e a l l o c a t i o n s  
would be poss ib le .  The Department has l o s t  183 s t a f f  (19% of t h e  
t o t a l )  s i n c e  1980, while demands f o r  i t s  s e r v i c e s  have r i s e n .  
For example, t he  number of d i s t r i c t s  reques t ing  desegregat ion 
a s s i s t a n c e  has  gone from four  t o  f i f t e e n  i n  t h e  f ive-year  per iod 
s i n c e  Propos i t ion  2  1/2. However, t h e  Board w i l l  d i r e c t  t h e  
Commissioner t o  conduct a  f u r t h e r  a n a l y s i s  of s t a f f i n g  requi re -  
ments in  t h e  EEO Bureau and elsewhere,  a s  recommended by t h e  
management s tudy (pp. 169-170). The a n a l y s i s  w i l l  a l s o  look 
f u r t h e r  a t  t h e  Department s t a f f i n g  necessary t o  support  school  
committees in  conducting t h e  t eache r  eva lua t ions  mandated by t h e  
l e g i s l a t i o n .  To conserve t ime and expense, t h e  a n a l y s i s  w i l l  be 
conducted by t h e  Department r a t h e r  than by independent consul t -  
an t s .  Resu l t s  w i l l  be a v a i l a b l e  in  t ime t o  make any necessary 
adjustments  i n  requested s t a f f  f o r  t h e  FY 88 budget. 
3. Employ s t a f f  with r e l evan t  t e c h n i c a l  s k i l l s  t o  implement 
C h a ~ t e r  188. The studv confirmed t h a t  t o  succes s fu l lv  i m ~ l e m e n t  . - ~- - . - ~~~- 
the '  mandates of Chapter 188 t h e  Department w i l l  requi;e add it iona l  
e x p e r t i s e  in a  number of a r ea s  (pp. 161-168), including 
- t e s t i n g  and assessment ; 
-human resource  management and t r a i n i n g ;  
A s  recommended by t h e  s tudy ,  t h e  Department w i l l  r e l y  t o  t h e  
ex t en t  pos s ib l e  on o u t s i d e  consu l t an t s  and/or temporary employees 
t o  meet t h e s e  requirements ,  p a r t i c u l a r l y  in  a r e a s  where t h e  work 
load w i l l  be high i n i t i a l l y  but then diminish.  
B. STRENGTHEN THE ROLE OF THE DEPARTMENT AS A SERVICE PROVIDER 
Many of Chapter 188's p rov i s ions  empower l o c a l  schools  and 
d i s t r i c t s  t o  acqui re  resources  and deploy them a s  they s e e  f i t .  
However, o the r  s e c t i o n s  of t h e  Act i nc rease  accoun tab i l i t y  a t  
t h e  l o c a l  l e v e l ,  c a l l i n g  on t h e  Board and Department t o  ga the r  
a d d i t i o n a l  information and t o  de f ine  and impose s tandards  of  
educa t iona l  q u a l i t y .  I t  is t h e  Board's hope t h a t  t h e  c r e a t i v e  
t ens ions  between l o c a l  autonomy and accoun tab i l i t y  w i l l  fo rge  new 
p a r t n e r s h i p s  of cooperat ion and co l l abo ra t i on  between t h e  Depart- 
ment and l o c a l  communities. To t r a n s l a t e  t h i s  hope i n t o  a  r e a l i t y ,  
t h e  Board has  used t h e  recommendations of t h e  management s tudy t o  
i d e n t i f y  a  number of ways in  which t h e  Department can s t rengthen  
its r o l e  a s  a  s e r v i c e  provider  t o  l o c a l  d i s t r i c t s .  
1. I n c r e a s e  t h e  Depar tment ' s  commitment t o  "broker ing"  i n  
a s s i s t i n g  l o c a l  schoo l  d i s t r i c t s .  The Board a g r e e s  w i t h  t h e  
f i n d i n g  of  t h e  management s t u d y  t h a t  t h e  Department shou ld  r e l y  
more h e a v i l y  on "broker ing"  a c c e s s  t o  t e c h n i c a l  a s s i s t a n c e  r a t h e r  
t h a n  p r o v i d i n g  s e r v i c e  d i r e c t l y  (pp.  88-94). "Brokering" means 
t h a t ,  r a t h e r  than  d i r e c t l y  d e l i v e r i n g  s e r v i c e ,  s t a f f  l i n k  d i s -  
t r i c t s  w i t h  a v a i l a b l e  m a t e r i a l s  o r  w i t h  e x p e r t i s e  provided 
through temporary c o n s u l t a n t s .  
In  f o l l o w i n g  t h i s  recommendation t h e  Department w i l l  emphasize a  
s t r a t e g y  t h a t  has  evolved n a t u r a l l y  i n  r e c e n t  y e a r s  a s  t h e  b e s t  
means of a l l o c a t i n g  s c a r c e  r e s o u r c e s  i n  t h e  f a c e  of e s c a l a t i n g  
r e q u e s t s  f o r  t e c h n i c a l  a s s i s t a n c e .  Over t ime  it is expec ted  t o  
r e d u c e  t h e  need f o r  f u l l  time s t a f f  i n  t h e  r e g i o n a l  c e n t e r s  
( p .  169) .  However, t h e  new needs c r e a t e d  by Chapter  188 w i l l  
r e q u i r e  t h e  e q u i v a l e n t  of  15 p o s i t i o n s  f o r  t h i s  purpose  i n  FY 87 
(which a r e  included i n  t h e  amended r e q u e s t  f o r  34 p o s i t i o n s ) .  
2.  Review procedures  f o r  c o o r d i n a t i n g  moni to r ing  w i t h  
t e c h n i c a l  a s s i s t a n c e  and b r o k e r i n g .  The s t u d y  n o t e s  t h a t  t h e  
Department must manage two c h a l l e n g i n g  and p o t e n t i a l l y  c o n f l i c t -  
ing  r o l e s .  It  is p r i m a r i l y  charged w i t h  t h e  r e g u l a t i o n  of a  
s i g n i f i c a n t  number of  s t a t e  and f e d e r a l  s t a t u t e s  governing a r e a s  
such a s  e q u a l  e d u c a t i o n a l  o p p o r t u n i t y ,  s p e c i a l  e d u c a t i o n ,  r a c i a l  
imbalance ,  b i l i n g u a l  e d u c a t i o n ,  o c c u p a t i o n a l  e d u c a t i o n  and sex 
e q u i t y .  Yet it is a l s o  expec ted  t o  be a  s o u r c e  of t e c h n i c a l  
a s s i s t a n c e .  The s t u d y  i d e n t i f i e s  a  number of s p e c i f i c  ways i n  
which t h e s e  r o l e s  may be  conducted i n  a more complementary and 
c o l l a b o r a t i v e  way (pp.  95-99). The Department w i l l  conduct a  
review of  e x i s t i n g  p r a c t i c e s  t o  expand t h e  use  of  t h e  recommended 
approaches .  
3. I n c r e a s e  t h e  p e r c e n t a g e  of  s t a f f  capab le  of s e r v i n g  a  
v a r i e t y  of program a r e a s .  The Board a g r e e s  wi th  t h e  management 
s t u d y  t h a t  b r o k e r i n g  p u t s  a  premium on s t a f f  w i t h  a  broad range 
of s k i l l s .  While t h e  Department w i l l  c o n t i n u e  t o  r e q u i r e  
s p e c i a l i s t s  whose competence l i e s  p r i m a r i l y  i n  one a r e a ,  it a l s o  
needs t o  e n l a r g e  t h e  body of  p e r s o n n e l  -- p r i n c i p a l l y  l o c a t e d  i n  
t h e  r e g i o n a l  c e n t e r s  -- who have e x p e r t i s e  i n  a  v a r i e t y  of a r e a s  
(pp.  92-94, 162-1631. 
4. Enhance s t a f f  s k i l l s  f o r  s e r v i c e  p r o v i d e r  r o l e s .  
Broker ing demands new c o n c e p t i o n s  of  t h e  r e l a t i o n s h i p  between 
s t a f f  and c o n s t i t u e n t s  a s  well a s  s t r o n g  i n t e r p e r s o n a l  s k i l l s .  
The e x i s t i n g  commitment t o  b r o k e r i n g  has  cha l l enged  s t a f f  t o  
begin  deve lop ing  t h e s e  s k i l l s .  To s u p p o r t  t h a t  e f f o r t ,  t h e  Board 
w i l l  d i r e c t  t h e  Department t o  go beyond t h e  management s t u d y  
recommendations t o  s y s t e m a t i c a l l y  i d e n t i f y  t h e  s k i l l s  and 
a t t i t u d e s  needed by b r o k e r s  and p r o v i d e  a p p r o p r i a t e  t r a i n i n g .  
C. BROADEN INFORMATION EXCHANGE WITH LOCAL EDUCATION AGENCIES 
I n  o r d e r  t o  s u p p o r t  t h e  l o c a l  g o v e r n a n c e  and a c c o u n t a b i l i t y  t h a t  
is c o n s i s t e n t  w i t h  C h a p t e r  188 ,  t h e  Board and Depa r tmen t  w i l l  
s t r e n g t h e n  communica t ion  w i t h  l o c a l  e d u c a t i o n  a g e n c i e s  i n  a 
v a r i e t y  o f  ways: 
1.  Improve  p r o c e d u r e s  f o r  c o l l e c t i n g  i n f o r m a t i o n  f r o m  l o c a l  
s c h o o l  d i s t r i c t s .  C h a p t e r  188  r e q u i r e s  new i n f o r m a t i o n  t o  be 
g a t h e r e d  f rom d i s t r i c t s  f o r  a number of p u r p o s e s .  The management 
s t u d y  p o i n t s  t o  t h e  need  f o r  i m p r o v i n g  t h e  D e p a r t m e n t ' s  a p p r o a c h  
t o  d a t a - g a t h e r i n g  and  recommends a new set o f  p r o c e d u r e s  (pp .  
107-109, 110-113).  It a l s o  recommends t h e  e s t a b l i s h m e n t  o f  t h e  
p o s i t  i o n  o f  I n f o r m a t  i o n  Management C o o r d i n a t o r  ( pp .  109-1 10 1. 
The Board w i l l  a d o p t  t h e  recommended p r o c e d u r e s  i n  g a t h e r i n g  new 
and o n g o i n g  d a t a .  The Board and new Commiss ioner  w i l l  t h e n  
c o n s i d e r  c r e a t i n g  t h e  new p o s i t i o n  as p a r t  o f  t h e i r  r e v i e w  o f  
o t h e r  p r o p o s e d  s t r u c t u r a l  c h a n g e s .  
2. C o n t i n u e  making e f f e c t i v e  u s e  o f  computer  r e s o u r c e s .  
The D e p a r t m e n t ' s  a b i l i t y  t o  e f f e c t i v e l y  manage more i n f o r m a t i o n  
d e p e n d s  i n  l a r g e  m e a s u r e  on p r o g r e s s  i n  a c h i e v i n g  s t a t e - o f -  
t h e - a r t  a u t o m a t  i o n .  The management s t u d y  found  t h a t  t h e  
Depa r tmen t  h a s  d e m o n s t r a t e d  a d e t a i l e d  u n d e r s t a n d i n g  o f  f u r t h e r  
improvements  needed  i n  i ts  u s e  o f  c o m p u t e r s  ( pp .  114-115).  Thus ,  
t h e  Board a c c e p t s  t h e  s t u d y ' s  recommendat ion  t h a t  it c o n t i n u e  t o  
make a l o n g  term commitment t o  t h e  D e p a r t m e n t ' s  deve lopmen t  and  
i m p l e m e n t a t i o n  o f  c o m p u t e r i z e d  i n f o r m a t i o n  s y s t e m s .  
3. S t r e n g t h e n  a v e n u e s  o f  commun ica t i on  be tween  s c h o o l  
d i s t r i c t s  and t h e  Board .  The management s t u d y  recommends t h a t  
l o c a l  d i s t r i c t s  be  e n c o u r a g e d  t o  expand  t h e  u s e  of  r e g i o n a l  
e d u c a t i o n  c e n t e r  p e r s o n n e l  t o  communica te  w i t h  t h e  Board v i a  t h e  
Commiss ioner .  The Board r e c o g n i z e s  t h e  u s e f u l n e s s  o f  some o f  t h e  
recommended s t e p s  ( pp .  115-1181, s u c h  as i n c r e a s i n g  t h e  r e p r e s e n -  
t a t i v e n e s s  of r e g i o n a l  e d u c a t i o n  c o u n c i l s .  However,  t h e  Board 
b e l i e v e s  it is n e c e s s a r y  t o  go  beyond t h e  recommendat ion  t o  sup-  
p o r t  t h e  s t r o n g  r o l e  of s c h o o l  c o m m i t t e e s  i n  t h e  i m p l e m e n t a t i o n  
o f  C h a p t e r  188. To s t r e n g t h e n  t i e s  w i t h  t h e s e  k e y  local  p o l i c y  
m a k e r s ,  t h e  Board w i l l  i n c r e a s e  d i r e c t  communica t ion .  It w i l l  
a l s o  work w i t h  s c h o o l  c o m m i t t e e s  where  p o s s i b l e ,  a s  w e l l  a s  w i t h  
t h e  M a s s a c h u s e t t s  A s s o c i a t i o n  o f  S c h o o l  Commit tees .  
4. S t r e n g t h e n  t h e  a b i l i t y  o f  r e g i o n a l  c e n t e r s  t o  communica te  
w i t h  l o c a l  d i s t r i c t s .  I m p l e m e n t a t i o n  of C h a p t e r  188  r e q u i r e s  
t h a t  t h e  Depa r tmen t  m a i n t a i n  v i s i b i l i t y  and a c c e s s i b i l i t y  a s  a 
s e r v i c e  p r o v i d e r .  The s t u d y  found  t h a t  some l o c a l  e d u c a t o r s  d o  
n o t  f u l l y  u n d e r s t a n d  t h e  r o l e  o f  t h e  Depa r tmen t  (pp.  118-119) .  
Thus ,  t h e  s p e c i f i c  s t e p s  o u t l i n e d  i n  t h e  s t u d y  w i l l  be imple-  
men t ed ,  c h i e f l y  t h r o u g h  t h e  r e g i o n a l  c e n t e r s .  
5. S y s t e m a t i c a l l y  a s s e s s  t h e  e f f e c t i v e n e s s  o f  t h e  a d v i s o r y  
c o m m i t t e e  s t r u c t u r e .  C h a p t e r  1 8 8  e x p a n d s  communica t ion  be tween  
e d u c a t o r s  and c i t i z e n s  t h r o u g h  t h e  e s t a b l i s h m e n t  o f  s e v e r a l  new 
a d v i s o r y  b o d i e s ,  i n c l u d i n g  a  S t a t e  E d u c a t i o n a l  Techno logy  
A d v i s o r y  C o u n c i l  and  two s p e c i a l  commis s ions .  The management 
s t u d y  f o u n d ,  however ,  t h a t  t h e  f u l l  p o t e n t i a l  o f  e x i s t i n g  Board 
a d v i s o r y  c o m m i t t e e s  i s  n o t  b e i n g  r e a l i z e d  and recommends r e d u c i n g  
t h e  f o u r t e e n  e x i s t i n g  committees t o  f o u r  ( pp .  193-202).  
The  Board i s  r e l u c t a n t  t o  r e d u c e  t h e  number o f  committees a s  
recommended, f o r  it i s  commi t t ed  t o  m a i n t a i n i n g  a c t i v e  l i n k s  w i t h  
c o n s t i t u e n t s  r e p r e s e n t i n g  s p e c i a l  i n t e r e s t s  and p e r s p e c t i v e s .  
The Board w i l l  i n s t e a d  s y s t e m a t i c a l l y  a s s e s s  t h e  p r e s e n t  
a d v i s o r y  s t r u c t u r e  w h i l e  c r e a t i n g  t h e  new b o d i e s ,  l o o k i n g  f o r  
ways t o  e n h a n c e  e x i s t i n g  modes o f  communica t ion .  The Board w i l l  
a l s o  u s e  t h i s  i n q u i r y  t o  c r e a t e  l i n e s  o f  commun ica t i on  w i t h  t h e  
s c h o o l  improvement  c o u n c i l s  e s t a b l i s h e d  by C h a p t e r  188 ,  which  
w i l l  p l a y  a  r o l e  i n  o v e r s e e i n g  new d i s c r e t i o n a r y  f u n d s  f o r  
i n n o v a t i o n  a t  t h e  l o c a l  l e v e l .  
D. IMPROVE WORKING RELATIONSHIPS AMONG KEY POLICY MAKERS 
AT THE STATE LEVEL 
1. Improve  t h e  a b i l i t y  o f  t h e  Boa rd ,  t h e  D e p a r t m e n t ,  t h e  
Gove rno r  and t h e  J o i n t  Commit tee  on E d u c a t i o n  t o  c o l l a b o r a t e  i n  
t h e  p u r s u i t  o f  common g o a l s .  E f f e c t i v e  c o l l a b o r a t i o n  r e q u i r e s  
a  f o u n d a t i o n  o f  t r u s t ,  r e s p e c t  and good commun ica t i on .  The Board 
and Depa r tmen t  a r e  commi t t ed  t o  d o i n g  t h e i r  p a r t  t o  e s t a b l i s h  
s u c h  a  f o u n d a t i o n  f o r  t h e  o n g o i n g  c o o p e r a t i o n  r e q u i r e d  by 
i m p l e m e n t a t i o n  o f  C h a p t e r  1 8 8  and t h e i r  many o t h e r  s t a t u t o r y  
r e s p o n s i b i l i t i e s .  Thus ,  t h e  Board w i l l  t a k e  t h e  f o l l o w i n g  
s t e p s  t o  a f f i r m  t h e  b a s i c  d i v i s i o n  o f  r o l e s  o u t l i n e d  i n  t h e  
management s t u d y  (pp .  181-182):  
- e s t a b l i s h  r e g u l a r  a v e n u e s  o f  commun ica t i on  t o  e n s u r e  
t h a t  t h e  Gove rno r  and t h e  L e g i s l a t u r e  a r e  i n f o r m e d  
o f  Board and  D e p a r t m e n t  a c t i v i t i e s ,  p a r t i c u l a r l y  
r e g a r d i n g  t h e  i m p l e m e n t a t i o n  o f  C h a p t e r  188;  
- e s t a b l i s h  f o r m a l  means o f  e x c h a n g i n g  p e r s p e c t i v e s  
on Board p r i o r i t i e s  and t h e  G o v e r n o r ' s  and  L e g i s l a t u r e ' s  
o v e r a l l  o b j e c t i v e s ;  
- p r o v i d e  o r i e n t a t i o n  and t r a i n i n g  f o r  Board members 
t o  i n c r e a s e  u n d e r s t a n d i n g  of  t h e i r  i n d i v i d u a l  and  
c o l l e c t i v e  r o l e s .  
The Board apprec ia tes  t h e  new resources and oppor tuni t ies  fo r  
education provided by Chapter 188. To take f u l l  advantage of 
them, t h e  Board reques ts  t h e  cooperation and support of the  
Governor and l e g i s l a t i v e  leadership  i n  severa l  add i t iona l  a reas  
(pp. 185-186): 
-communication of c l e a r  expectat ions regarding the  Board 
and any concerns about i ts performance; 
-close communication between the  Governor and the  Board 
Chairperson and Commissioner, including timely responses 
t o  reques ts  f o r  dec is ions  and information; 
-regular meetings between t h e  Governor and the  Board and 
Commissioner t o  d iscuss  educat ional  goals; 
-commitment t o  ongoing dialogue t o  resolve d i f ferences  i n  
p r i o r i t i e s  and maintain e f f e c t i v e  working r e l a t i o n s .  
2. Continue t o  col labora te  with o ther  s t a t e  agencies and 
o f f i c i a l s .  Some of the  requirements of Chapter 188 -- such as  
the  provisions fo r  e a r l y  childhood education -- r e q u i r e  coordination 
with other  s t a t e  agencies. The Department w i l l  take the  necessary 
s t eps  t o  expand current  co l l abora t ive  e f f o r t s  (pp. 189-190). 
E .  INCREASE THE FLEXIBILITY AND ACCOUNTABILITY OF THE BOARD 
AND DEPARTMENT I N  M A N A G I N G  FISCAL RESOURCES 
The management study has i d e n t i f i e d  the  need f o r  two key 
amendments i n  f i s c a l  decision-making re spons ib i l i t y  i f  t h e  Board 
and Department a re  t o  be held accountable f o r  the  implementation 
of Chapter 188 and fo r  t h e i r  o v e r a l l  performance (pp. 97-98), 
The Board strongly concurs and asks t h e  Governor's Off ice  and 
Legis la ture  f o r  support i n  de legat ing  au thor i ty  and account- 
a b i l i t y  t o  the Commissioner under d i r e c t i o n  of the  Board t o  
1. t r a n s f e r  funds among l i n e  items i n  Department 
operat ing accounts; 
2. approve con t rac t s  and other  expenditures present ly  
reviewed by t h e  Governor's Office (through delegat ion 
from the  Department of Administration and Finance). 
The second amendment is e s s e n t i a l  f o r  implementing the  
brokering s t r a t egy  t h a t  is  a key element of the  Department's 
response t o  Chapter 188. 
11. ACTIONS TO STRENGTHEN THE BOARD AND DEPARTMENT 
The management s t u d y  found t h a t  " t h e  Depa r tmen t ' s  o v e r a l l  
s t r u c t u r e  is  sound" (p .  1 3 7 ) .  N o n e t h e l e s s ,  a  number o f  recom- 
menda t ions  w i t h  p o t e n t i a l  t o  s t r e n g t h e n  t h e  Board ' s  l e a d e r s h i p  
and t h e  Depa r tmen t ' s  management emerged from t h e  management s t u d y  
and from t h e  B o a r d ' s  i n t e r a c t i o n s  w i t h  c o n s t i t u e n t s  and Depar t -  
ment s t a f f .  The Board w i l l  b e g i n  implement ing  some o f  t h e s e  
recommendat ions  immedia t e ly .  O t h e r s ,  w i t h  more f a r  r e a c h i n g  
i m p l i c a t i o n s ,  w i l l  be c o n s i d e r e d  by t h e  Board i n  c o l l a b o r a t i o n  
w i t h  t h e  new Commissioner.  
The Board v iews t h e  management p l a n  i n  t h i s  a r e a  a s  dynamic,  
t a k i n g  shape  a s  t h e  new l e a d e r s h i p  i n  t h e  Department  i n t e r a c t s  
w i t h  a  Board t h a t  w i l l  h ave  a  new C h a i r  and s e v e r a l  new members. 
A. STEPS THAT THE BOARD A N D  DEPARTMENT WILL TAKE IMMEDIATELY 
1. Enhance t h e  Board ' s  leaders hi^ r o l e  
a .  C l a r i f y  t h e  B o a r d ' s  m i s s i o n  and p r i n c i p l e s  f o r  
imp lemen t ing  it (pp .  44-49 
b. E s t a b l i s h  an i n t e g r a t e d  p l a n n i n g  p r o c e s s  (pp .  48-70) 
c .  S t r e n g t h e n  c o m u n i c a t i o n  between t h e  Board and 
Depar tment  s t a f f  
Improve t h e  o p e r a t i o n a l  e f f e c t i v e n e s s  o f  t h e  Board 
a .  I n c r e a s e  t h e  e f f e c t i v e n e s s  o f  Board m e e t i n g s  
(pp .  101-104) 
b .  Improve o r i e n t a t i o n  and t r a i n i n g  f o r  Board members 
(pp .  104-106) 
c .  P r o v i d e  Board members w i t h  focused  i n f o r m a t i o n  
(pp .  106-107) 
3. S u p p o r t  communicat ion and p a r t i c i p a t i o n  w i t h i n  t h e  Depar tment  
a .  I n v o l v e  Depar tment  s t a f f  a t  a l l  l e v e l s  i n  t h e  
e v o l u t i o n  and i m p l e m e n t a t i o n  o f  t h e  management p l a n  
b. I n c r e a s e  communicat ion between s u p e r v i s o r s  and s u b o r d i n a t e s  
c. Exp lore  new avenues of communication and 
c o l l a b o r a t i o n  w i t h  t h e  c o l l e c t i v e  b a r g a i n i n g  u n i t s  
d .  Enhance communication a c r o s s  d i v i s i o n a l  and 
bureau l i n e s  
4 .  I n c r e a s e  s t a f f  s k i l l s  f o r  e x i s t i n g  Department r o l e s  
a .  Acquire a d d i t i o n a l  s t a f f  w i t h  b u s i n e s s  and 
management s k i l l s  (pp.  161-1631 
b. I n c r e a s e  t r a i n i n g  f o r  e x i s t i n g  r e s p o n s i b i l i t i e s  
5 .  S t r e n g t h e n  s u p e r v i s o r y  p r a c t i c e s  
a .  Develop a system t o  c o n t i n u o u s l y  moni tor  employee 
workload (pp.  125-127) 
b. Develop a system t o  a n n u a l l y  e v a l u a t e  employeest  
performance and c o r r e l a t e  results w i t h  promotion and 
compensation (pp.  127-1291 
c .  Improve c o o r d i n a t i o n  of c l e r i c a l  r e s o u r c e s  (pp.  131-132) 
6. Exp lo re  r e l o c a t i n g  t h e  Depar tment ' s  C e n t r a l  O f f i c e s  
from Quincy t o  Boston (pp.  130-131) 
B. STEPS THAT THE BOARD WILL CONSIDER I N  COLLABORATION WITH 
THE NEW COMMISSIONER 
1. C l a r i f y  Board and Department r o l e s  and r e s p o n s i b i l i t i e s  
(pp.  70-86) 
a .  C l a r i f y  r o l e s  between t h e  Board and t h e  Department 
and p rocedures  f o r  communication (pp. 187-1 89 1 
b. Observe and enhance e x i s t i n g  p rocedures  f o r  e v a l u a t i n g  
t h e  Depar tment ' s ,  t h e  Commiss ioner ts ,  and t h e  B o a r d t s  
performance (pp. 122-1251 
2. C l a r i f y  and improve key  Department  r o l e s  and r e l a t i o n s h i p s  
a .  Rede f ine  t h e  r o l e  o f  E x e c u t i v e  Deputy Commissioner a s  t h e  
Deputy Commissioner f o r  E x t e r n a l  R e l a t i o n s  (pp.  158-161) 
b. C l a r i f y  r e p o r t i n g  r e l a t i o n s h i p s  among t h e  Commissioner,  
Deputy Commissioner f o r  Program O p e r a t i o n s ,  and A s s o c i a t e  
Commiss ioners  (p .  161)  
c .  Improve c o o r d i n a t i o n  o f  p r o c e d u r e s  between t h e  
c e n t r a l  o f f i c e  and t h e  r e g i o n a l  c e n t e r s  (pp.  119-120) 
d.  C l a r i f y  R e g i o n a l  D i r e c t o r s t  and Bureau D i r e c t o r s t  
r o l e s  ( p .  7 1 ,  pp. 86-88) 
3. E x p l o r e  r e o r g a n i z i n g  and renaming s e l e c t e d  f u n c t i o n s  
a .  Improve t h e  c o o r d i n a t i o n  o f  c r o s s - d i v i s i o n  p l a n n i n g ,  
e v a l u a t i o n ,  i n f o r m a t i o n  s h a r i n g ,  t r a i n i n g  and c i v i l  
r i g h t s  r e s p o n s i b i l i t i e s  and c o n s o l i d a t e  s e l e c t e d  u n i t s  
i n  an  O f f i c e  o f  Program S e r v i c e s  (pp .  142-145) 
b. C o n s o l i d a t e  f i n a n c i a l  management, b u d g e t ,  i n f o r m a t i o n  
s y s t e m s ,  and g r a n t s  p r o c e s s i n g  f u n c t i o n s  (pp .  145-153) 
c .  Make s e l e c t e d  c h a n g e s  i n  t h e  s t r u c t u r e s  and t i t l e s  o f  
t h e  f o u r  programmat ic  d i v i s i o n s  and two u n i t s  (pp .  153-7581 
d .  C r e a t e  t h e  p o s i t i o n  o f  I n f o r m a t i o n  Management C o o r d i n a t o r  
e. I n c r e a s e  c a p a c i t y  f o r  q u a l i t y  c o n t r o l  i n  p u b l i c  
e d u c a t i o n  programs and o p e r a t i o n s  
4. F u r t h e r  a n a l y z e  s t a f f i n g  r e q u i r e m e n t s  i n  s e l e c t e d  a r e a s  
(pp .  169-171) 
5. Review t e a c h e r  c e r t i f i c a t i o n  p r o c e d u r e s  (p .  130)  
111. SUPPORT NEEDED TO IMPLEMENT THE WAGMENT PJAN 
Key elements of the  management plan requi re  the  support of the  
Administration and/or Legis la ture .  
A. FULL FUNDING OF CHAPTER 188 
B. APPROVAL OF THE DEPARTMENT'S FY 87 AND FY 88 STAFFING 
REQUESTS (I.  A.2) 
C. COOPERATION IN IMPROVING W O R K I N G  RELATIONSHIPS AT THE STATE 
L E V E L  ( I .  D )  
D.  DELEGATION OF FLEXIBILITY AND ACCOUNTABILITY TO THE BOARD 
AND DEPARTMENT I N  MANAGING FISCAL RESOURCES (I.  E )  
-Authority t o  t r a n s f e r  funds among l i n e  items i n  
Department operat ing accounts 
-Authority t o  approve con t rac t s  and o ther  expenditures 
present ly  reviewed by t h e  Governor's Office 
E .  APPROVAL OF N E W  PROCEDURES FOR MONITORING WORKLOAD 
A N D  P R O V I D I N G  PERFORMANCE INCENTIVES (11. A.5) 
F. SUPPORT FOR POSSIBLE ADDITIONAL COSTS OF REL.OCATING THE 
DEPARTMENT'S CENTRAL OFFICE FACILITIES (11. A.6) 
I V .  CONCLUDING STATEWNT 
In c r e a t i n g  t h i s  management plan the  Board has made a concerted 
e f f o r t  t o  ac t  in  the  s p i r i t  of Chapter 188 and t o  do so i n  t he  most 
economical way poss ib le .  The Board is committed t o  making t h i s  
forward-looking l e g i s l a t i o n  a successfu l  vehic le  f o r  educat ional  
reform i n  Massachusetts by 
- taking s p e c i f i c  a c t i o n s  t o  implement Chapter 188; 
-strengthening t h e  Department's r o l e  as  a s e rv ice  provider;  
- increas ing  t h e  e f f e c t i v e n e s s  of t he  Board and Department; 
-improving the  Board's and Department's working r e l a t i o n s  
with o ther  key policy-making groups; 
-encouraging the  Administration and Legis la ture  t o  
provide needed support .  
A s  t h e  Board goes forward w i t h  t h i s  program it w i l l  r egu la r ly  
review i t s  progress  and make any ,changes necessary t o  insure t h e  
r e s u l t  we a l l  des i r e :  Bet te r  education f o r  a l l  the  ch i ldren  of 
the  Commonwealth. 
